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SUBJECT: Fvalvating Changon in Average Grade

At a recent TAG meeting, Ld Preston and John Cole spoke to you about our
Jjoint project for dwmproving our ability to analyze and manage changes in
average prade,  This program is deseribed in GAIB Bulletin 77-11. In
junction with the progruen, cach of the coverced agencies should have

i wes in the average grade,

ise

[958}

wwial report soalyeing the chas

csion's Contral Personnel Data File, As a follow-
tha TAG meeting, we have attached some informatiost
in evaluaring the daca.

up Lo our dise
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Evaluating Change in Aggrag?wgygégwgggorti

Over the past few years, concern has been expressed over
increases in the average grada of Federal employees. Many
of the grade increases involved have been justified. In
the federal pay system, an employee's grade is determined
by his or her duties. Now legislation, new programs,
procedural changes, demands for improved service and a
variety of other factors have all impacted upon the nature
and complexity of the work of specific agencies, bureaus,
and functions. These changes have legitimately reguired
the introduction or cxorcise of higher level skills in

the work forao. : '

iy

Not all increases in average grade have been egually well
justified, however. In some cases inafficient organization
and assignment of worl has led to continuing oraessures

for increases in average grade that are not related to

the complexity of the work being performed. To help pin-
point these areas of inefficiency, and to better understand
changes in average gwade overall, OMB and the Civil Service
Commission have developed a new computerized inforxmation
svstem, Drawing fron the Adata in the Commission's

Central Porsonnel Data File, the system provides very
precise tracking and detailed analysis of changes in average
grade by occupation within gach agency. MR Bulletin 77-11
“directs agencies to caeview their existing grade structures
in light of this new sdata and to submit proposaed occupa-
tional grade reduction targets to OMB along with thelr

FY 79 budgaet reguoeslts. : -

Theé principle goals of the grade control effort outlined
in Bulletin 77-11 awve:

1. to establish a continuing mechanism for identi
and evaluating all future grade esScalation trend a

1

they begln.

fying
s

2. to highlight specific occupations where ipeificiont
organization and assignment of work have led to past
growth in average grade not related to the complexity
of the work being performed, and to monitor long

range agency progress toward reversing such increases.

L
ISt
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In each occuaatlonal series where the cost of grade increases,
rate of grade increzses, or potential for savings are excep-

tional, agencies should:

a. Determine wneLhe the increases in weraoe grade
17”

whiich have occcurred ara fully supported and required
v changes in the nature ana cumnplexity (not volune)

i pe

af the work.

h. ‘Determine whether the exiating grade strocture 18
essential in light of coin: sarative cost data on
alternate grade structures i uthﬁ? agencies, and
+he grade structure Goveirnmsnt-wide.

..-.4

Not all series will reguire targeis Targets may be neoeded,
however, in occupational seriws whiceh fail to meet either
of the above criteria. :

the smeciTic Factors
sorts, In

Section 2 of Bylletin 7711 dsscuibes

§e

ceneral, wnen determining where grade reduction targets
mayv be eppropriate, agencies should focus on occupational

ahies:

series with the following chax:

—~Series with high cost of increase rankings (shown in

Tab A, column 1 of the Change in Average Grade Report) .

The larger a series’ population is (Tab A, columns 3 & 6),

the oreater 1S the cost of even a noderate lnorease

in average grade. Shiits of only a Tew hundre2dins of a
rade are very difficult to deeal with. Wners grade
-cuctions are ocberm'ﬁod (HW‘“Uf\dh“l nowe corrective
in the vercentage of
(Tal B) .

—~Seriés with large increases in the Uerﬁfﬁtéfg
a% high grade levels (Tab B). Such shifts
cven where increased hiring at lower grdge
kept average grade within an occupation fairly steble
and +hus rate of increase ratings are low (labs C & D).

Over time, the new lower gracded employees are themselves
eligible for promotion to the higher grades. When and

if rhe influx of new employees at lower grade levels abates,
averacge grade for the occupation can escalate dramatically.

--Series where the cost of the oresent grade dlstrlbu ion
"pattern is markedly nignher than the Lum?arc‘lVC cos
1f employees were distributed in eccord with the 1074
egency or the current Governrmznt-wide pattern (Teb A,
columns @ & 11). Suvuch series micht present an cpporous
nity to achieve grzat long rence savings througn bob
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restructuring, etc., even though they have had onlv‘ .
moderate recent increases, and thues, low cost of increas
rankincs (Teb A, column 2) .

;—Seripﬁ where the average grade for an ‘occupation in o§e
service or bureau 1is anmvoc1ably higher than the average
arade for the same occupation in other services or bureaus
within the acenecy, for example: Army Transportation
Specialists vs. Ravy Tra ansportation moec1ullstd. (D?Fi
for each organizational subelement L; arraved uncéer the
Deparimentwide data for each series in Ta?f A &.?. .
Subordinate bureaus, ehc. are igentified in colwmn 3 ©
Tab A. These codes are explained in rppendix B).

5 3 9 - % A = P
-QOccupational series with small populations that have & |
rela%ivelv 1ow cost of increase ranking (Tab A, column 2), but

which are increasing at a very rapid rate (Tab C & D).

. . v o s Crre hebwe
Agencies should also look at population shifts between
T - .8 - r - 1. hnl
cicsely rolabted ococupaclions, €.G6., & significent Grop
in th per of clerk tvoists with a Zns

ey of secretaries, or a drod Ln Tag DamsEn 0L
e

aﬁcvdeerinc technic: 15 wieh a simmlitaneous increase

in the matber oI endLuuelug Where Tthere has Dgen no

chanage in the nature ond complexity of the work, or.d:livery
or serviess, such crovs-occupational shifts may.ultlmately
result in MWMMIIdHﬁOd Laher costs of doing pusiness
he'c: i -ructures in the new occusational

: i

avse' of higher arada
ki

5erles. (vopulation @il

\

o
fts are snhown in Tabh A, columns
¢ z)

3 & €, Qoo cies codes appear in Appendix E

Tn setting grade redoction targets, agencies should also
consider the effect of conditions which may force average

rade. up, wake it difficult to establlsh quick grade
reduction yoals, oo make it difficult to reach: the goals
agread upon:

+-Freezes on hiring. Where there is a free?e_on hiring, '
average grada tends to go up because -attrition usually 1is
lowest in the highexy grades. This owccurs because these
in ihe higher grades mosi olnor cnaen these *<>Vh15:'by _
specializing in a particular occupatlonal oo Iuncticnael
field. Those at lower grades are more moplile Decause Whey

)
2

9

Approved For Release 2002/05/16 : CIA-RDP81-00314R000200090008-5



Approved For Release 2002/05/16 : CIA-RDP81-00314R000200090008-5

4

can change occupations, functional specialities, and agencies
muach more recadily. (Shifts in population can be seen in

Tab A, columns 3 & 6. Shifts in cmployee distribution at
each grade level can be seen in Tab B.)

thecks in the

g

~ [T P e o e e~ PR
== PATOaran CUTOoacKS. When therte arc o S
welally whnen

nuniper of positions in en ocoupatio 05
reductions—-in~force are involved, the cutbacks frequently
tend to fall first and most heavily on lower crade personnel
(Distribution shifts can be scen in Tab B).  This drives

up the average grade (Tab A, colunn 8). Even where attempts
are made to distribute personnel culs cvenly camong grades,

a hiring freeze is usually imposed (o securce positions
for those displaced under reduction in-force proceduras.
This leads to the upward pressure on average gqgrade described

above.

--Reorganizations. Legislation has boen prooosed by the
Administration which would provide btwo vear arade retention
and indefinite salary retention for emplovees downgrade
through no fault of their own a resalt of classification
actions or as a result of reorganizations. 17 this
legislation is enacted, as sacwms likely, agencies may
be forced to maintain significant numbers of displacad
employees at their present grades even though their funciions
may have been significantly reevaluated or actually altered.
In such cases agency eifforts to place these individuals in
jobs appropriate for their grad will foreciose many
opportunities to restructure vacancies, change work assign-
ments, etc., in order to meet grade reduction goals.

OMB will be reviewing proposed agency targets and

consulting agencies wherever the nuwber of targoets,

amounts, or timetables for gradz reduvctions appear
questionable, or when it appears targets should have been
set for specific occupations where they were not. However,
the target setting process is not intended to force

agencies to make unjustified cuts or to set unraasonable goals.
It is recognized that most corrective actions available to
agencies and the resulting savings are eésenhimlly long term,
for example: slowing promotion rates, lowering the :
grade level at which new employees are hired, and
restructuring work assignments so they can be performed

by lower graded individuals. Even where the incumbent

of a position is downgraded, in most instances he or

she is entitled under current law to maintain the present
rate of pay for a period of two vears. The new down-
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grading legislation now under consideration would provide
even greater protections. As a result, i1n some occupa-
tions agencies will have to devote considerable effort
to merely prevent further increases in average grade from
occurring.

The intent of analyzing average grade on an occupation
by occupation basis is to make it possible to more

_precisely identify where abuses and inefficiencies are

beginning or have occurred so that these can be dealt

with selectively. In setting grade reduction targets agencies

should assure that their proposals are realistic and
reasonabla. ’
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